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Interim Report re: Management Survey of 0ffice of Training A
1., PROBIEHM:

To study the organization, functions and operations of the Gffice of Train-
ing and recommend corrective measures which will reduce the prasent ad-
ministrative demands upon the Iirector.

2. ASSUMPTIONS:

This survey team assumes the privilege of identifying and delineating
problem arees, arriving st conclusions based on the facts and situations
disclosed during the survey, and of propounding corrective recommenda~
tlons, without regard to the fact that other elements of the Agency
have surveyed the Cffice of Training and arrived at findings which may
or may not sgree with the recommendations of this survey.

3. FACTS BEARING ON THE PROBLEM:

&« & preliminary study of the Office of Training, including a conference
with the Chisf of esch element and steff in the organization, indiecates
that the problems of OTR cam not be satisfactorily resolved until the
organization of the Office is readjusted and its training and support
slements regrouped in a manner permitiing the delineation of fields of
interest, the placement of responsibility, and the delegation of authority
to each schelon,

be This interim report iz submitted to present this situstion, with a recom-
manded solution, to the Director of Training for his concurrence befors
going further into a detailed study of the internal organization, func- '
tions, responsibilities, authorities and staffing within each individual
element of the (ffice.,

¢. Discussions, conclusions and recommendations in this report are restricted
to the guestion of over-all OTR organizetion, channels of command, fields
of responsibility, obvious locations for delegation of authority, redis-
tribution of courses to conform to fields of interest, & propesal con-
serning the present problems in the administration afﬂ and the 29°X1A6a
digposition of certain of the present Staff elements of OIR.

é. Certain subjects, common to management studies and pertinent in this in-
stance, are not included in this preliminary report. i non-concurrence
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of D/OTR in the proposed basic organizational adjusiment may materially

alter the scope and extent of further work required from the survsy team
and could effect the possidbility of solutions tc problems. Examples of

these subjects are:

(1) Punctions snd Responsibilities of elemsnts, staffs snd individuals.

{2) staffing requirements and petternes.

(1) Delegations of authority.

(L) Channels of command, direction, staff guidance and lisisorm.

(8) Internal procedures snd controls.

{6) Internsl coordination.

(7) Clarification of OTR responsibilities and authority concerning over-
seas training, courses conducted elsewhere in the Agency, etc.

(8) Operational problems involving the internal conduct of [ 25X1A6a
ete,

(9) Matters concerning space squipment, support, etc.

(10} Cclarification of relstionships where cooperation, correlation or coor-

dination with other Agency elements 1s necessary.

{11) Rudgetary-fiscal controls to assure that L/OTR is sdequately protsc-

ted in his responsibility for the expenditure of OTR funds.

{12) Other problem arsas disclosed by the survey.

DISCUSBION:

7he findings of this report are based on, (1) reports of previous surveys
sonducted in 0TR, {2) the present orgenization and functions of the
office, {3) historical material msde available by the Executive Officer,
(k) the subjects and content of courses and programe now offered, and

(5) conferenccs with the Chief of each major C™R component and staff,

The 0ffice of Training i= of such size and complexity as to require a
claarly defined secondary command structure, and adequate definition of
the responsibilities and suthorities of the second and third levels of
command in order to provide for normal day to day operations without the
sttention of the Iirector. The present organizational structure reflects
twelve (1?) operational and staff elements, plus the thres (3) slements
of I plus s Deputy and an Executive Cfficer, who have direct
sccess to the & rector on any or all matters, Uiscussion with Pivision

D=
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Chiefs reveals a uniform belief that each is responsible directly to the
Director and each evidently feels that he has unlimited access to the
Director on any phase of his operation. This conditions speaks well for
the personal relationships existing within the 0ffice; it is also evident
that it creates an unbearable demand upon the Idirector and permits too
little time for the major considerations of the Uffice.

¢+ The Teputy I'irector considers his responsibility to be mainly in the
training phases of the operation, primarily with the Clandestine Services
(Covert) type of training., He is concerned with the selection, recruit-
ing snd qualification of instructors. Full reaponsibility and suthority
for the treaining phases of the (ffice do not, however, appear tc be veated
in the Tepuiy, nor is there any evidence that problems brought to the
Deputy sre not also taken directly tc the Iirector.

d, The Executive Officer considers his primary responsibility to be in the
administrative and support aspects of the operation, both in headquarters
and the Training Center, As in the case of the Deputy, there sppears to
be no grant of full suthority. There is evidence that meny of the normal
problems in these fields are also taken directly to the Iirector,

#. The present organization reflects two Staff elements and two elements
called Staffs which sctually are mis-named. The last two elements are
*gervices” rather than "staffs" in the usually sccepled meaning of the
term.

{1} Plans and Research Staff, though not attached directly to the Office
of the Director, purports 1o bhave one slement which serves in such
capacity, Another element performs staff functions pertinent to the
opsration of the training side of the Cffice.

{2) The Assessment and ivaluetion Staff, by the nature of its functions
and responsibllitlies, has a combination of the characteriatics of a
staff element and a support elsment., The Assesement Branch (12 posi-
tions) eperates almost exclusively for the benefit of igeney com-
ponente other than Office of Training., This fact should be recog-
rnised when considering the 7/0 of the issessment and Evalustion Staff.
However, the Branch is correctly a pert of the A & E elsment for pur-
poses of administration snd operation. This Staff is neither strioctly
®gdvisory® to the T'irector nor solely a suppert elsment.

{3) The titles Administrative Staff and Instructional Services Staff
present & loose application of the term. Thess slements and their
components are active support groups. It is believed that their re-
lstionship to the 0ffice csan be more asccurately reflected by identi-
fying them as support elements, Their internal organisation appears
to properly centralize those sdministirative and support functions
which ere necsssary to the operation of 0TR. Certain questions con-
corning functions, scope of responsibility, authority, sppropriate
titless, ete., can be resclved as the survey is extended to its segond
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phase. Biscussion with the chiefs of these components discloses that
they, as vell as certain leaders and pergonnel of the sub-units, re-
port directly to the Director on many matters.

The present organization of the Cffice shows eight training divisions
directly respomsible to the Iirector. They are:

{1) Iatelligence Training
{(2) ‘Mansgement Training
(3) Lenguage Training

(k) Besic Training

(5) Specialised Training

 {6) Orientetion and Briefing

(7) Junior Officer Truining
{8) Project Trainirg

The first five divisions, 1 thru 5 above, develop and conduct scheduled
eourses at headquarters., The last three divisions, € thru £ avove,
differ in mission and operation from the others since they (1) perform
or sdminisier orientstions and briefings representing the Agency more
than OTR; (2) conduet off-campus tutoring and (3) supervise specialized
on-the~job career development, none of which involve formalized on-
CARDUS COUrses.

The five training divisions, paragraph £-1 thru S atove, are z consolida-
tion from s former sei-up in the Office which provided duplicate instruc-
tionsl facilities for the traeining of personnel from the so-called OVEHT
snd COViRT elements of the Agency. The present structure does not permit
¢lear delineation to divisions concerning their fields of interest and
sxtent of subject coverage in administrative, oriemtation, intelligence,
and other fields, iiscusciong with the Chiefs of these divisions indi-
cates a similarity in courses, both in titles and subject matter, par-
ticularly in the basic or elementary phases, which appsars to be an unnec-
essary duplication. 1t slse appears that, where two or wore divisions

are offering courses in the sawe or similar fields, one division chief

is only aware in & genersl sense of the content of similer coursss offered
in other divisions. This ¢ondition could rssult in duplication in thse
nuxber snd content of courses beyond that which might be justified in

the interest of compertmentalization. The courses nscessery to meet
Agency requirements appear to lend themselves to loglcal groupings accord-
ing to fields of interest. Covert interests and field specialization
should be provided for in advanced courses.

.-
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The present Orientation and Priefing Division is sxactly what it's neme
implies. Tt is not in the ssme category with the strictly training
divisions. Orientations conducted by the Division are for all Agency
suployees, including personnel from outside the Agency in mary instances.
It eppears that such sessions are in the nature of Agency "personnel or
public relations®, rsther than trsining ss conducted by the Offioce of
Training. Briefings are elso given to high level cfficiels of the U.S.
and other governmenis in which the Livision is representing the ICI,
TICI or one or moreé of the TT's. The same is true of presentations made
to outside groups in other governmental, quasi-official and private
agencies, much of which is strictly igency public relations end has
1ittle connection with the mission of the 0ffice of Training.

The Junior (fficer Trainimg Iivision consists of a staff of three CTK
personnsl whosse function is in the nature of speclalized career menage-
ment for & corps of prospective carserists. Yo formalized courses are
iuvolved, The program consists of the selection of promising candidates
aad the supervision of their placement and on-the-job training. Tt
appears that this elemant could be justified as a component of the
Training ©ffics, the Agency Personnel complex, or of the /gency Career

Sexvice aistsmi with scund arguments for each. The Division also carries

the Ji: careerists while
in an on-the-job training status, These nineiy slots musi be considered
as non-productive to OUTR, since JCT's are not a part of the working staff
of the Gffice,

The Project Training livision is actuelly conducting a highly covert tu-
toring service and is not comparable to the other training divisions,
Tutoring is on a strictly personal basis, is all carried on off-campus,
snd formalized presentstions are ususlly precluded.

Training Center _is operated bty the 0ffice of Training and
under the direction of the Tirector.

direction and/or participstion that should exist on the part of the
training and support elsments of OTR.

5= _ ._
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There will be problems in the internal organisation of the proposed staffs
and divisions concerning staffing adjustments, procedures, the develop~
ment of statements of responsibility and authority, and the laying on of
1inss of command, after the basic pattern of the 0ffice is approved.
These problems will be reselved in the second phese of the survey as it
is extended into the divisions and branches.

The Cffice of Training is feaced with a number of problems in its rela-
tionship to other components of the Agency and in metters of overall
Agency training pelicy. Many of these have been the subject of previocus
study, conferences and memorandums. This survey gives priority to the
internal problems of OTH. When these are resclved, recommendations con-
esrning extensions to Agency treining policy and clarifications in OTR
externsl relationships can be developed, Some problems in this category
areg

(1) The furnishing of sppropriste personnel by Lu/P, [1/I and L1/A as
students for courses which have been requested.

{2) The obtaining of quelified instructor personnel from the operating .
somponsents, either on rotation te OTR or for special sssignments,
where experience and technical knsw-how are required.

{3) The need for igency policy and procedure which will assure a more
uniform student load.

(L} The nead for a device in the classification process which would per-
=it the rotation of qualified operating personnel to OTR "in gradet
and a caresr plan to sssure their orderly return to the opersting
field upon completion of their DIR tour.

{5) The need for igency policy concerning the extsnt of training which
should be required of new employses before entry on any active assign-
ment and/or before movement overscas.

(6é) The need for clarifieation concerning the scops of responsibility
and suthority which should be vested in OTH in connection with or-
ganised training conducted by other components of the Apency in
beadcuarters and overssas.

CORCLUS I0NS:

The Cffice of Training is performing & mission semewhat comparshle to a
college or university and its organizstional pattern and functional dis-
tribution should conform to an academic type structure.

The problem of organizational structurs and concept within the (ffice of
Training is considered to be of primary importance. Upon the resolution

~bm
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of this question depends the solution to wmany of the intermnal and ex-
ternsl problems of the Office, Wuith the propesed structure and concept
spproved by the Director of Training, the survey can proceed.

¢« The present structure of OTR does not provide an adequate secondary level
of command., Twelve (12) headguarters steff and treining elements, plus
& Deputy Director and an Executive Cffice ort directly to the Lirectcr.
In addition, three (3) phases of the opsration are also respon-
sible to the Tirector. There is & soree ng regponsibility located in
the Ixecutive 0ffice for the administrative and support phases and in
the 0ffice of the Deputy I'irector for certain phases of the training
operation. However, discussion with the chiefs of the divisions end staffs
reveals that they consider thempelves to be direcily responsible to the
Director and that they, and in many cases their subordinates, may contact
the Director personally on any matters, VWhether this situation results
from necessity or design is beside the point. It indicates sn excellent
relationship betwezen the T'irector and his principals but it creates an
unbearable demand upon the Tirector.

d. The 0ffice of Tralning falls into three logical organizational groups;
nsmely, the trainin cups, the acministrative and support elements,
plus the assessment and evalustion
activity and the orientetion and briefing activity. The need for limited
staff support is imdicated and will be discussed separately.

o. The fields of interest in tralning, the courses offered, snd the respon-
sidbllities for off-campus training, lend themselves to logical groupings
under & college type organization. Within a Treining idivision, "schools®
can be orgenized ard their responsibilities, interests and authorities
clearly delinsated, and thus perrmit a logical grouping of like subjects
and like activities. The present organization is a compromise from a
former structure which had cuplicating elements serving the covert and
overt requirements and doer not entirely eliminate duplication in courses
and subject matter, Conpsrtmentalivation and presentation of covert
material can be sccomplished under the proposed "echocl® type organization
through thre arrangerert. of courses, offering besic end interrediate courses
of intercst to all personnel end advenced courses for specialised per-
sonnel. A

f. The presant Administrative Staff and the Instructional Cervices Staff,
with some minor realignment of functicns and exphasis, appesr to be ade-
qeate and necessary. These support elemente should be under the direc-
tion of an Zdministration Tivision. The "gtefrt concept should be
eliminated.

g€+ The present Asszessment end Evalustion Staff should be continued approxi-
mately as-is but should be reflected in the organixation in such a man-
ner that its relstion to the I'irsctor and to the training and support
slements is clear. This element functions in an edvisory capecity to the

-
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Dirscior snd to the Lraining components; it has neither command nor
oparational responsidility. The sssessment activity is carried on as a
pervice to other Agsncy components, mainly (1/¥, and this fact should be
recognized when evaluating the total number of T/0 positions charged to
the Cffice of Training.

The proposed concept of organizational structure for OTK recognizes a
need for two (2) small bub highly qualified steff elements, each having
& very specific mission, in lien of the present Plans and Research Staff.l

(1) A small staff, heving executive abilitiss, shoulc be atieched to the
Pirector's Office, restricted to sdvisory responsidility, to assist
the lirsctor hy:

{a) Leveloping reporting systems (training, budgetary, personnel and
others; to bring informetion to the [irector concerning his
routine operations,

(b) Screen, verify and condense esuch reports for presentation to the
Chief.

{e) Act for the [irector in the study of over-all programs, policy
matiers, problems, budgets, projecis, etc., to obtain for him
the facts upon which 10 base his decisions.

(d) Otherwise assist the Director ss he may see fit.,

(2) & small staff, with academic qualificetions, should he provided and
atiached to the Gffice of the Chisf, Training livieion, restricted
to an advisory capacity, to assist the Chief Yy

(a) Determining, evaluating and justifying the requirements for pro-
posed training.

(b) Evaluating the effectiveness of training in general and/or of
specific courses; determining performance levels of the several
"schools” under the Iivision; correlating the programs and
projects of the "ivieion,

(¢) Otherwise assist the Chief as he may direct.

The Urientation and Eriefing Iivieion is primerily am Agency personnel

and public relations element, having only a minor relationship to the
mission of the Uffice of Training. It operates in very close relation
with the ICY, the IICI and the LI's. In wmost of its sotivities it is
directly representing the Agency or the ICI or his principal suberdinate
officials. The element would be more properly located if it were attached
@8 8 speclaliszed steff to the ICI or the IDCI, It does appear likely

that the IICI or the LCI would wish to assume administrative responsibility
for eny additional units., Hence it i1s concluded thet this element should
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remaln under the administration of the Office of Traiming, with the under-
standing that continuous contacts with the ICI, ILCI » the Ii's znd other
top level ‘gency persomnel is esscntial to the successful performence of
this slement.

Je OTh 1s responsible for several types of off-campus trainings e.g., the
JOT program, specialized tutoring of covert agents aud foreigners s trein-
ing authorized at ocutside sgencies and public imstitutions and, when
suthoriged, the supervision and support of training conducted by other
Agency components in the U.L. snd overseas, 7Thess types of operation
require relatively small staffs to supervise cach program and these could
be grouped, within the proposed Training Uivision, into an Lxtension
Training "ranch. ‘ 25X1A6a

k. The problem of orgsnizational structure m
is relastively simple. expressed a cesire for a or adjust-

ment in the support group. The internal orgenizstion of the “raining
25X1C slement is set in accordance with the courses currently offered and should
be subject to change as emphssie ehifts or as courses are added or dropped.
25X1A Operatlonal and perscnal reletionshipdIIEEEE 2r: excsllent in so
far as the top echelon of the three major elements 1s concerned, The
residus of former misunderstandings among the lower levels in the organi-
sation is being eliminated. There sre problems remeining to be resclved
in connectlon with the inter-relationships Letween ¢TE headquarters amd
the elements of the Training Center. The resolution of these problems
can be attalned by the proposed reslignment within the Gffice of Traiming
and the prepsration of adequate functional statements, the assipgment of
specific responsibilities, and thc exact delegation of authorities, in-
eluding in each instance the informal liaison relstionshiips with the
Training Center. Two charts sre attached to Tsb A (the proposed OTR hesd-
quarters organization) which propose two baslc concepts either being
sppropriate and workable for the Tralning Center.

(1) Concept I proposes s fully integrated installation &t the Training
Center, with all elements under puiicy, directive and command admin-
istration of but with provision for dirsct contect by the

25X1C Traioing and Support elsments with counterpsrt elements of OTH Lead-
quarters for staff guldence, informstion snd llaison in routine
matters. 25X1A

25X1A {2) Concept II proposes a "tenant service” type of organization im which
responsible for the physical operation of th
and for the support of one or more tenant elements, easch of which is
25X1A6a under the diroct command of its parent organiration - in this in-
stance the Training element would be under the direct com-
mand of the Chief of the proposed Training I4vision - with liaison

25X1C channels to [l c» sverort metters.

-9-
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25X1A
In elther of the proposed plens, the questicn of placing a*
Peputy in the 0ffice of h for purposss of continuity snd kmowledge-
sbility concerning the Agency and the training recuirements and programs,
den consideration, particularly before any change 25X1A

ney be contemplated. Such 8 position, 1f and when deemed
nscesssry, can ba installed in either plan.

The proposed T/2 for the Dffice of Training is misleading, without evalua-
tion, because it includes positions which sre not actuslly necessary in
& strietly iraining organization. Ths following are examples:

Career [evelopment 5lots
Assasament Branch 25X1A
Orientation and ZBriefing Division
JOT Trainee Slots
Total

(1) The CIS slots are a ressrve pool Lu be used in the rotation of in-
structor personnsl.

(2) The sssessment Prench ig correctly attached for administration and
direction but ite performence is almost antirely in the intercst of
the LD/P ares. .

(3} The Orientstion and Briefing Tivision activities » discussed glse-
where, ars only relsted to OTR sctivities in a very general way.

(L) The JOT Tralnee slots are completely non-productive insofar as the
Office of Training is concerned, since trainees occupying these slota
are perforaing in an on-the-job stetus in the operating components
of the igency. ’

In the interest of uniformity throughout the Agency organizetional struc-
ture, and in order to remove the duplicating use of the title "Director®
which is normally considered to apply to the ICI, the use of the title
"Lirector of Training® should be discontinued and " ssistant iirector for
Training” should be substituted therefor.

Thie survey of the Cffice of Training should be conducted in the following
logical stages, with interim reports to the Director upon the completion
of esach phase or as requested;

{1) ¢tudy and recommendations concerning the over-sll organization of the
Cffice; lines of command, responsibility and suthordty; fielde of
interest; missions and functionz of major slemente.

{2} Study and recommendmtions concerning the intermsl organisstion of
each major snd minor element; examct delimeatien of flelde of intcrest,
functions, procedures, reporting systems, etc.; ocutlining lines of
mathority, coordination and responsibility; resolution of problem
areas; justification of 7/0's, stc,.
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(3) Idemtification ol Uffice of 7raining protlems in its relationships
with the Agency &s & whole or with other igency components, such asj

(3) Heed for fimm policy concerning responsibility for supervision
of overssas training, training conducted by other components,
firm recuirements regarding preparatory training for all overseas
personnel, eic.

{b) Heed for firm pollcy concerning the rotation of qualified instrue~
tor personnel between the operating components anc UTR, with ade-
quate sdzinistrative devices o provide for Ygrade® differentials
and slots.

(¢) Tmprovement iv the system for determining troining requirements,
providing of an adequats, sppropriate snd qualified student dody,
stc.

6., RECOMM-BDATIONS:

2. That the "troining institution® comcept be accepted as appropriate to the
misegion of the Nffice of Training snd that the organdzational structure
of the Nftice conform more nearly to that of 2 college or university in
order to have s siructure which will effectively and efficiently secom-
plish the assigned missien.

B. That the title "assistant Uirector for Trsining® be adopted.

¢. That the proposed organizational structure for the 7ffice of Training
(Teb 4}, be approved, including titles of elements, distribution of {ields
of intervst within the Traiping Divielion, the insztallation of a secondary
level of command, the placement of staff slements, the proposed command

25X1A6a and coordination lines for [ lJ +o¢ the creation of ag idminlstra-
tion Division; that one of the two proposed structures ferah be 25X1A6a
spprovad.

d. That the “rientstion and Sriefing activity bte retained and be roflucied
im the orgenization as shown on Tab A, subjuct to the understanding that
this element must operate in close relation witn the top gchelon of the
igency as discussed elsewhere in this report.

¢, That, upon the acceptance and spproval of the foregoing recomuerkiations
and the proposed orgsnizationsl structures, this survey procecd according
to the following phases:

Pirst; assist in the development of functional gtatements for each of
the major slements and staffs to aseure strict conformance to the
soncept proposed horein as it conterns delineation of flelds of
interast, responaibility, authority, coordination, support,
channels of command and supsrvigion, and staff sdvisory capscities;

-11- \
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assist snd/or sdviese, as necessary, in the adjustment and inter-
sxchange of T/0 slots from the present to the proposed structure;
otherwise sssist in the treansition as requested.

Second; Survey cach element of the Training T'ivision, the Administration
Division, and of the Training Center, tor

{1) issist in the development of functional statements slong the
lines outlined sbove for the major elements.

(2) Determine the T/9 reguirements for each element.

{3) Assist in the development and coordination of procedurcs,
policien, etc.

(k) Identify, and propose solutions to, individual problems
pertinsnt to each element,

{S) Develop such flow charts, diagrasms, and other visual aids,
as may seem necessary to clarify for all personnel the lines
of command, staff respousibllity, areas of interest,
suthority delegstions, ete., in order thet the proposed or-
ganisation may be understood Yy 2ll executive, supervisory,
support and sdministrative pursonnel.

Third: Upon completion of necessary sdjustments within the "ffice of
Training, identify and define those problems of the Cffice which
involve the need for Lgency poliey, direction or regulatione
and their annunclation or clarification, or which conecern work-
ing relationships with other Agenoy componenits; and assist in
the development end presentation of sppropriste solutions.

25
Chief, Mansgement Staff X1A9a

ATTACHVMLNID

Tab & ~ Proposed Crganizational
Strusture OTR
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